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DPeputy Diiiutag for Support
Agency-Wide Records Management Survey
DD8 Memorandum 6£-1607, dated 7 April 1965

1. At your requeet (sce reference) this office re~-
cently completed a comprehensive survey (Headquarters) of
the records management (RM) functien in the Ageney. The
survey covered the Office of the Director, the four Direc-
torates, the central Records Administration Staff (RAS),

and the Agency Records Center Bocause of 22X

the complex and far-reaching nature of the RM function in
the Agency, the survey limited its faet findipz to the
interview ef key personnel involved in this activity. In
all, about 75 such persons in grades GS-7 to G5-15 were
interviewed., VWith most of these people the RM function
is only a part-time endeavor,

2. Our summary findings apnd recommendations appear
on page seven of this report. In some respects these will
duplicate points already made in the five separate reports
that have been prepared to cover our imnquiry in each of the
four Directorates and the Records Administration Staff. Be-
cause this report is based simost exclusively on ycri&nnol
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-Be
interviews (there was no inspection of files or analysis
of specific records handling systems), our findings and
racommendations asre tentative,

Genceral OQuservstions

Ll

3. In the U.S. Govermment community CIA is considered
a leader in the RM fileld., This distinction is based on
positive RM achievements, partieuin‘ly during the last ten
vears, when the Agency first established, then zradually
inproved its RM system so that today this system functions
fairly effectively, despite certain cbvious flaws. In
this report we address ourselves primarily to these flaws,
notwithstanding the fact that most of them stem from well
known czusal factors such as the low level of Ageney interest
in RM, the low working priority accorded to this function,
lack of personnel, and the like.

4. The greatest single Agency failure with respect
to the BRM function stems from the tendency to rezard this
activity largely as an exercise in v»aper volume control.
On this false notion have been built a number of other
erroneous impressions such as the belief that the records
fupction is a routine clerical task to be handled by low
level clerical personnel; that the function rates low pri-

ority as against other Agency business; that it requires

SEGRET
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no special planning or direction; and that the problem in
any cage is not of major councern to operating officials.

In our inspection we found a general luck of understanding
amonz top level officials about the nature of records and
their value in the Agency's working ascheme. While most
operating officials and senior officers in the Agency seem
to profess an interest in good records, few translate this
attitude into positive courses of action on which effective
records systems can be btuilt. The lsek of real interest

in good records on the part of the Azency's top management
coupled with its failure to acknovledge the importance of
the records function itself is probably our most signifi-
cant lespection finding. We consider this finding impor-
tant because it lies at the rcot of 2ll records management
problems, The general apathy and disinterest in records,
which prevails in virtually every Agency coamponent, becomes
more and more propounced ag one ascends the mapagerial
ladder,

5. Our next important finding has to do with the fun- -
damental defect in the Agency's orgaznizziion of the records
monagement function. As presently constituted, this func~
tion is decentralized, that is, each Directorate and Office

is itself responmible for the conduct of its own R¥ activity.
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This decentralization was accomplished in 1961 when the
Azency's former Management Staff was dissolved and the
Records Administration Staff (RAS) created in the Deputy
Directorate of Support., The defect in this new orgeniza-
tional azrrangement is discussed in Part II of this report
‘which deals specificnlly with the present Records Adminis-~
tration Staff (RAS). The decentralization action is formal-

ized in of '15 April 1964 (revised) which, despite

certain manifest weaknesses, constitutes the only existing
randate for the Agency's widespread and very costly RM
activities, [:::::::]provides no specific guidelines for
the decentralized RM organization and as 2 result each
Directorate has solved the problem in its own way, either
by default or gome form of loose RM organization that is

neither orthodox nor effecctive., As an example, DDP runs

its BM program out of its | | (auto~

matic data processing unit) even though its records keeping
function is znd will continue to be primarily a manual opera-
tion. Ncedless to say, the RM function in DDP is very much
machine oriented. Another flaw in the DDP setup is that the
Agency's central Records Administration Staff has little to
do with DDP's RM activity ostensibly because of the security

problem. The contact is now largely confined to establishing

SEGRET

Approved For Release 2006/04/13 : CIA-RDP72-00038R000100210001-6




Approved For Release 2006/04/13 : CIA-RDP72-00038R000100210001-6

SECRET

offective Record= Control Schedules und to forms and equip-
ment problems. In DDI, DDS, and DD/S&T, the responsibility
for the RM functiom has besm decenirslized to the point

where it uzually devolves on the individual components,

some of which have virtual sutonomy in the conduct of this
activity. The effectiveness of the individuzl EM programs
in these_co&penents varies in accordance with the abilities
and degree of RM interest of the person in charge. In many
of these components the GS grade and experience level of
the RM officers is low. In others the general level of
interest in RM is quite shallow, nmotably on the supervisory
level. 1In almost every component, the records manazement
officer (or records administration officer) has collateral
duties, some of which have nothing to do with records.

6. We also found that the RM regulatory structure

throughout the Agency is either weak or nom-existent, As

already stated, constitutes the basic Agency man-

date for this activity. This regulztion is too broadly
phrased to provide any effective guidelines for RM work
in the individual components. As an example,[::::::]doas
not define either the status or the functions of the RAS,
It fails to define the standing of RAS in terms of its

staff or command responsibilities and thus leaves this
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important question in doubt. As s result the RAS staff

has no compulsive power and its advice and coumsel is often

ignored. In most cases RAB has to "sell' its services,

Some Agency components have translated the most important

provisions of jnto an intermal regulatory issuance

which redefipes the RM program in terms of the component
itself znd establishes some guidelines for its general con-
duct. This type of internal interpretatiom, however, has
only been accomplished in a few of the components., Also,
where it has been done, the jinterpretation is not uniform
and conspicuous lacunae are evident. In the Office of
Personnel, for example, on internsl regulation (OPM 70-1-1,
dated 19 March 19865) defines RM activity im terms of four
major functions: records maintenance, records dispositiom,
vital records administration, and forms administration.
The regulation fails to pay heed to the full spectrum of
RM activities as outlined 1n[:::::::]and thus by implica-
tion declares certain significant BM functions mull and
void,

7. ‘The weak regulatory structure plus the low priority
generally ascribed to the Agency RM function is reflected
in the personnel organization that now surrounds this acti-

vity. In this respect three significant weaknesses are

SECRET
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evident: the disparity in the grade level of RM officers
throughout the Agency in comparison with thelr working re-
zponsibilities; the dilution of the RM effort with other
working assignments, some of which have higher priority;
the assignment of the RM fumction to clerical personnel
on the lowest Agency level, or to personnel with inade-
quate treining or interest in the function; the failure

to establish satisfactory induecements (such as an RM
career structure) to RM officers with the result that
most RM specialiste find themselves 16w on the promotion
ladder and with little othexr career prospect.

Recommendations

8. To correct the defects cited above, several or-
ganizational and RM policy changes should be made, and
to this end

It is recommended that

(a) The Records Management function in the Ageuncy he
revitalized and interest in the program stimulated, espe-
cinlly on top management levels. This revitalization effort
should spring from the highest possilble Agency level, pref-
erably from the Office of the DCI,

(b) Senior operatiny and administrative ofticials be

made more acutely aware of the importance of the BM function

SECRET
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and the need For their active participation.

{c) The Records Management function be redefined for
the whole Agency, vnt orlv in terms of the broad spectrum
of activity that it entails, but ﬁlﬁa with respect to prac-
tical ard reasonshly attainable goals, This redefinition
should also be made on the highest possible Agency level
in order to break through the inertia and lack of interest
that presently charascterizes some zmpects of the RN endeavor.

(d) The records management function be reorganized as
s pyramidical structure with the Records Administration
3taff transferred from its present spomalous position im
the Deputy Directorate for SBupport to the Office of the
Director. 1In this organizational structure the Chief of
the Records Admipistration Staff would be the de facto
records authority for the Agency. This senior Records

Administration Officer would be represented in each of

the four Directorates

by a senior Records Management Officer who in turn wili

be the officially appointed RMO for that compoment. The
relationship between the chief Records Administration
Officer in the Office of the Director and the senior RMO's

in the individual Directorates should have a staff character.

Jurisdiction over the Agency's Records Center

SECRET
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aleo will be transferved to the Office of the Director
with the Agency's segicr Tecords Mdminisiralion Officer
continuivy in charge of this installation,

{c) The regulantory structure zoverning the EM func-

tion in the ZAgency be rvevamped, This should begin with

s rovision of which is now obLsolete., The revised

hould be used as @ basis for individual internal

instructions which will formalize the establishment of the
prozrom, define its poals, fix respﬁnsibility,'ﬁstablish
workting priorities, and provide for comtinuity and change
in ccecordance with current and future developments and
working priorities,

(f) The personnel structure in the Agency's RM acti-
vity be surveyed to determine whetiher the complement is
too large or too small for the job. The gualifications
o individual RM officers should likewise be re-examined
with a view to achieving the best possible staffing for the
job. Present RM officers with little ability ox interest
in 8#M work shcﬁld be given other assignments. Employees
who are already performing well or who demonstrate good
proapect for BM work should be carefully screened and, whezrc

necessary, further trained for their jobs,

SEGRET
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() The possibility of establishing & career‘program
for RN personnel should be carefully studied.

¢, None of the observations or recommendations above
have asddressed themselves specificelly to the problcem of
sutomatic data processing (ADP) in the Agency. We delib~
erately have avoided this issue in our survey because it
juvolves many complex records handling (also stornge and
disposition) counsiderations that ave outside our competence.
1t should be underlined, however, that ADP impinges directly
on virtually every RM problem in the Agency. In many compo-
nents the existence of ADP systeﬁs side by side with hard
copy records has created a varlety of problems owing to
duplication of records on o wide scale. When nnd to what
extent hard copy records will yleld to ADP files and thus
perait destruction of the former is a question for which
the Agency still has no ready answer. Some DDP aren divi-
sions see this duplieation of records as a dilemma for which
there is no solution. The igency's top level direction will
have ito cope with this enormous paper aceurmilation problem

jn the very near fulure.

SEGRET
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Records Administration Staff

Introduction

1. This.is the first section of what eventually will be e
sevefal part report covering our inspection of the records manage-
menﬁ (rM) function in the Agency. It deal; primarily with the
Records Administration Staff (RAS) which is the gﬁiding, coordinat- -
ing and advisory element in this activity. This part of the .survey
consisted of interviews of all personnel in RAS; an examination of
pertinent Agency regulatlons and directives; and an inspection of

the downtown Washington officeés of RAS from which the bulk of its

work is conducted. A one-day tour of the Records Center

[::::]for which RAS is responsible, also constituted part of this
survey. Because the work &f RAS represents only one segment of the .
total Agency records management effort, the conclusions and recom-
mendations in this report are tentative.

QOrganization and Functions

2. Until 1950 records management in the Agency was a fairly
weak and disorganized effort. In this year the 8lst Congress
passed Public Law 754 (Federal Records Act) which required each
government agency to establish an RM prograﬁ to suit its own needs.

[ Bated 15 April 1964 (revised), the Agency mandate for the

RM function, has its roots in this legisliation.

SECRET -
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3. [:::::::]defines the Records Administration Program in
terms of six principal elements: (1) Reports Administration--the
analysis, improvement, and control of administrative reporting;

(2) Correspondence Administration--the application of improved
standards and procedures for preﬁaring and handling of correspon-
dence; (3) Forms Administration—-the.analysis, design, and control
of forms; (4) Records Maintenance--the establishment of standard
procedures, systems, equipment ;nd supplies for records mainten-
ance; (5) Records Disposition-lthe economical and systematic dis-
position of Agency records including their preservation, retention,
transfer, érotection, and disposal according to approved schedules;
and (6) Vital Records Administration--the timely selection of vital .
records and their prompt transfer to gnd. secure maintenance in a
designated Agency repository. While this program comprehends most '
Agency records‘activities, it is actually only é blueprint. In
préctice the Agency RM program is considerably narrower and in most
components focusses on document storage (Records Maintenance), paper
volume control (Records Disposition), and the management of forms
(Forms Administration). There is a Vital Materials Program (Vital
Records Administration) of sorts in the Agency but it suffers from
lack of an adequate policy basis, especially criteria~for.documen£
selection. Real interest in the program is also lacking. Similarly,

there is little substantive interest in reports and correspondence

LHE S
BN TRS
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administration, two important RM fields which are virtually ignofed
in the Agency. These voids in the RM program exist in spite of
energetic RAS efforts aimed at stimulating interest in this activity.
These efforts are continuous and také the form of various types of
publicity, handbooks and guidelines covering'every important aspect
of the RM effort.

L. Originally the RM effort in the Agency was conducted by the

Management Staff of DDS. In 1961 this Staff was liquidated and its

RM function was decentralized. The objective of the decentralization
was to shift the day to day responsibility for RM work to the indivi-
dual directorates where it was felt the problems and needs were bettér
understood. The decentralization was accompanied by a sizeable

personnel reduction. From a previous strengthl[:::::]the RM force

- was gradually reduced I | The reconstituted RM

force then became the Records Administration Staff whose main res-
ponsibility was to assist the individual directorates and offices
in organizing and maintaining their respective RM programs, to

establish overall policy, and to provide guidance and RM expertise
whenever and wherever it was needed. The Staff was and continues

to be administratively responsible to the Deputy Director for Support.

¢
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Problems

5. Since its inception in 1961, RAS has labored under certain

orgahizational and functional disadvantages. Theoretically RAS is
subordinate to the Deputy Director for Support. This organizational
link, however, is very tenuous because in its day to day activitiles,
RA§ functions fairly independently. Its tie to DDS actually consists
of little more than the routine submission of a monthly progress
report. The DDS in no way responds to this report; nor does he

. disseminate any of its useful statistical or factugl content. The
organizational relationship between DDS and RAS is perhaps best
illustrated in the fact that|  |dated 22 December 196k, which
delineates the organization and functions of all componentis in
DDS, makes no mention of RAS. The negative implications of this
omlssion are fairly obvious.

It is recommended that:

The Deputy Director for Support

a. Revise Fo that it clearly defines the organizational
link of the Records_Management Staff with the Deputy Directorate for
iSupport; and delineates the Staff's responsibilities and functions;
b. Clarify the precise role of the Records Administration

Officer in the Agency's overall records management functionj

c. Establish an improved system for maintaining close working -

contact between the Records Administration Officer and the DDS for

!
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purposes of providing this officer with the type of higher level
- guidance and support that he needs for effective performance of
his work.

6. Having no firm organizational attachment and lacking any
real direction from above, RAS functions in somewhat of a vacuum.
Its operational mendate is only generally phrased [::::::::::] Its
. doctrine is self-generated and the dimensions of its role in the
Agency's paper management prograﬁ is largely the prdduct of its own

interpretation. Under normal conditions this loose organizational j
and functional condition would seem conducive to a high degrée of
disorganization and waste. Fortunately in RAS it.has worked in
reverse. Despife its small size and physical isolation from the
mainstream of the Agency's activity, and in the face of obstacles
such as the pronounced Agency apathy toward records, RAS has con-
siétently demonstrated a high degree of skill and resourcefulness
in the Agency RM problem. Largely through its efforts CIA has come
-To be identified in government as a leader in the RM field. Within
the Agency itself RAS is frequently called upon to act as trouble
-shooter in records probleﬁs and its RM expertise is readily avail-
able to any Agency component that needs it.

T. But while the achievements of RAS afe noteworthy énd its
work is rated highly, its labors receive little formal recognition.

To begin with, RM work has very low priority in the Agency and the

RM job in almost every component is held in fairly low repute. The

F?ﬁﬁ?ﬁ
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problem 1s traceable in part to the lukewarm attitude of tof level
Agency ﬁanagement tdward ﬁM. There is at best only a perfunctory
interest in records among higher level officers in the Agency..
There is also the problem of the fragmentation of the RM effort i
that resulted from the 1961 decentraliiation. This shift in RM
responsibility has created certain artificlal barriers between

RAS and some of its Agency customers. In some components RAS

has only limited RM access: usually it must wait until its ser-
vices are requested. In others, DDP for example, RAS is virtually
excluded from the RM problem. To some extent RAS has overcome
these barriers by aggressively keeping itself in the records fore-
front, maintaining pace with RM developments in other government
agencies, adroitly selling its services to apathetic Agency custo-
mers, demonstrating its skills in a broad spectrum of RM problems,
and proving in actual work situations that it can help save time,
money, equipment and manpower in ypat is essentially a very expen-
sive but highly neglected Agency activity. The ébility of RAS to
sell itself is commendable and certainly accounts for much of its
RM progress. The selling process, however, should not be necessary
'and could be eliminated if RAS was baékstopped with a clear statement
oflpolicy emanating from the highest Agency level and specifying

8. where the records management effort stands in the scheme
of working priorities in the Agency;

b. the desired scope of the effort;

: CIA-RDP72-00038R000100210001-6
v .
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the number of people that should be committed to the

effort; | |

the staff and command relationships bétween RAS and

' ofher Agency components.

Answers to these fundamental questions are not simple but they are
sorely neededf This absence of a cleaf policy for the RM functién
is in fact our mbst significant finding in the inspection of RAS. |
Somé aspect of this shortcoming is at the hub of every RM problem
in the Agency.'> 4 ‘

It is recommended that

The Deputy Director for Support request, on the DDCI level,
a clarification of basic Agency policy for the records maﬁagement
function that would enable the Records Administration Staff to
determine
a. its.organizationai standing in terms of Jurisdiction
and staff and command relationships;
the practical scope of its effort;
the relationship of this effort to the now decentralized
records managemen£ activity:in the four Agency directorates
and the various staffs and groﬁpings in the Office of the
Director.
Earlier in this paper it was brought out that the Agency RM
effort has been focussed on paper volume control.  This focus has

been deliberate owing to the phenomenal growth of Agency records

oTARTY
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holdings during the past fifteen years. From 1960 to 1964 the

rate of growth (in cubic feet) was &s follows:

Archives and
Fiscal Year Headquarters Records Center Total Holdings

1960 - 188,565 59,491 248,056

1961 155,472 70,066 225,538

1962 163,837 , 78,046 241,883

1963 163,221 80,847 2kl ;068

1964 193,27k : 82,k452 275,726
The total holdings for 1964 (275,726 cubic feet) required the equiva-
leﬁt storage spacé of 34,465 four drawer séfes.. The growth has been -
steady since 1950 despite periodic records destruction driv;s. The
trend is toward even greater ;ncreases with no satisfactory solution
yet in sight.

8. The dimensions of the paper volume probiem is also evident
in the field of fofﬁs management. A recent.(l965) inventory shows
that there are about 2400 "active" forms in the Agency. In addition
CIA uses some 200 additional forms printed by other agencies. Each‘
year the total number of forms used by the Agency increases. In
1964 200 new forms were introduced (printed) while'lOO forms were
withdrawn either because they were obsolete, or because they dupli-
cated forms already in use. The total Agency outlay in 1964 for the
printing of forms alone was over $250,000.' The cost of using these ,

forms is about 20 times their original printing cost.

Aty
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9. The Agency's forms management pfogram has been moderately
successful in that there is now greater control over the érinting
and issue of forms than ever before. This conﬁrol, however, reaches

. only those forms that are well known and in constant use. It has
little bearing on the multitude of lesser forms that come into being
outside the forms management program. As an example the Agency is
the creator and user of.an inordinate number of so-called "bootleg"
forms, the kind that are drawn up by individuals or offices on a
‘1limited volume basis, usually.on readiiy available duplicating
machines, to facilitate some special aspect of the work. The rouéh
count of such bootleg forms now in use is 2L4,000. DDP's Records
Integration Division alone uses about 500 such forms. The forms
management program then, even with its impressive past record, has
only begun to whittle at a problem that costs the Agency handsomely
each year because of the stéady proliferation of time-consuming and
frequently costly paper.

‘10, The field of vital materials is another sizeable RM problem
largely because it is so badly neglected. Each Agency directorate
and office has a Vital Materials Program and some of the programs -
are considered by their sponsors to be fairly effective. Essehtially
the program consists of the systematic earmarking and retirement to
the Agency's Records Center iq‘warrenton of those Agency records which

are considered vital in case of national emergency when it might be

necessary to relocate at some site outside of Headquarters. Many

'
e~ '-NMT

Approved For Release 2006/04/13 : CIA-RDP72-00038R000100210001-6

?
T

1



problems are inherent in such a program vhich by its nature iglbased
on several imponderables. The problem boils down to estéblishing

a hypothetical base or concept of such an emergency and then planning
for it. Until now the establishment of such a base has been.generally
unsuccessful. Each Agepcy directorate has tried to solve the problem
on the basis of its own interpretation and no two interpretations
appear to be the same. Lacking a clear piqture-of what problems and
factofs will come into play when the emergency occurs, and not know-
ing when it might occur or wHo will be on hand to reconstitufe the
reéords, the attempts to develop an effective Vital Materials Program
have been"largely ineffectual. One of the key issues is deciding

what criteria are to be used in the labeling of documents and materials
as vital. In the absence of reliable criterié, most of the Agency's
existing Vital Materials Programs have lost ground and in some cases

are virtually of no use. There was a flurry of interest in the pro-

. TREN
gram during the 1962 Cuban crisis but sincédﬁhe program has languished.

11. As the coordinator of the RM effort in the Agency, RAS is
responsible for the control of paper volume in every Agency directorate
and office. Such control is accomplished Vith & variety of proven
records management devices. These include periodic surveys of records
in the various components, analysis of paper handling procedures and
systems, close consultation with personnel responsible for the handl-
ing of records, the organization of wbrkshops and seminars aimed at

developing records handling skills, Agency-wide drives aimed at

alalels S
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divestihg files of useless paper, and various long-term educational

programs directed at keeping down paper volume and increasing paper

handling efficiency. The backbone of the system is the Reco:dsl
Control Schedule, which is used by RAS to record the type and volume
of paper holdings in every Agency component. This schedule estab-
lishes specific dates for retireﬁent of infrequgntly used paper to
the Records Center, periodic re-examination of files to determine
their further usefulness, scheduled return for review purposes of

- specific records holdings to the owner component, and, whérelpossible,
disposition by archival storage or destruction. The built-in £ickler
aspect of the Records Control Schedule serves to keep every Agency
componen£ awa.re. of the status of its records and acts as a reminder.
for various types of records actioﬁ. Except for OSA and NPIC all
paper holdings in the Agency are now accounted for by Records Control
Schedules. Some of the schedules, notably those in DDP? are not very
effective because they have been drﬁwn up in very general terms,
ostensibly to preserve their sensitive content. In these cases the
schedule has less RM impact than when the individual categories of
records are clearly identified. The success of the Records Control
Schedule as a device to keep down paper volume has been amply demon-
"strated since it was first put into use. Since then 165,470 cubic

' feet of records have been retired to the Records Center of which
82,611 cubic feet were destroyed. The cumulative tangible dollar

savings in this and related RM operations during the past'ten years
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has been 15.7 million dollars.

12. The Agency's Records Center Fs an above ground

records storage facility with temperature and humidity control and

5 capacity for 103,380 cuﬁic feet of records. Its holdings in FY 1965
vere 82,859 cubic feet. The effectiveness of the Records Center stemé
from the fact that it provides a rapid document retrieval system
which makes it possible for every component in the Agency to store
- any records at the Center for short or long periods of time with

the possibility of being able to retrieve them on short notice.

A heédquarters customer, for example, can obtain retrieval service

in a matter of four or five hours if the request i1s filed early

in the day, and overnight if the document is asked for late in

the day. In case of urgency, records can be delivered uﬁ to
headquarters in as little as two hours after_the request is placed.
The Records Center is also a repository for Vital Materials. In

this respect the Center does little more than provide a records

safe deposit box for its Agency customer. The Center is manned

| ' | The

sforage facilities of theARecords Center were occupied at 80 pefcent
of fuli éapacity in mid-1965. The 20 percent space reserve has
~been maintained through vigorous and persistent efforts on the
part of the Records Administration Staff to hold down a steady
" increase in record holdings by accelerated document destruction

programs based on Records Contrcl Schedules.

@rﬁmv?
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13. As already mentioned, the main problem confronting the
Records Administration Staff, as well as records officers in
other Agency components, ig the iéw fegard in which the RM func-
tion is held. ‘RM officers offer several explanations for this.
~ Some state that the specialized nature of thé Agency's work places
premium on individuals with a high degree of technical ability, and
thaththis type of professional generally shows little inelination
toward paper work. Another view is'that many senior officers see
. fhe Agency as & unique governmeht organization with a special
mission and therefore éonsiderable'working autonomy; it should

be able to handle its paper problems in any way it pleases. There

is also the opinion that inside and outside pressures on the Agency

to produce more and better intelligence have forced it to gear every
. possible resource to projects thatlyield tangible results. In the
-face of such pressures top level management tends to support only
those programs that cantiibhte directly to the achievement of pri-
mary goals. V
| Recent personnel cuts and the imposition of a personnel ceil-
ing also have had a deleterious effect on RM work. These develop-
ments have given rise to defensive slogans such as "lack of time"
and "lack of people” wﬁich hamstring any records improvement effort.
In some respects top level management in the Agency has itself nur-
tured these negative attitudes. -When the decision was made receﬁtLy

to reduce the average salary in the‘Aggncy to bring it in line with

TRRTT
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; with governmentlaverages, the effort was focussed on lowering
the gréde level of records personnel. The Salary and Wage Divi-
éion's recent arbitrary cuts in the slot structure for records
"officers in DDP is & case in point. It will also be recalled that
the TOl Program>in 1962 resulted in a large number of casualties
amoné records menagement officers. A good example of the lukewarm
attitude of the Agency's directiqn towards the RM function was the
Agency's recent failﬁrefto nominate a candidate fér the annual inter-
Agency records management awerd. Although the Medical Staff proposed

an Agency candidate for this award, no action was taken on the pro-

posal nor any explanation given for not following through on the

nomination.
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RECORDS MANACEMENT - DDI

I. - INTRODUCTION

1. The prdblem of records menagement (RM) in the DDI varies
| from offica to office.  Some of~the DDI components, such as the
' Office of National B timates and the Office of Curr@nt Intelligence,
v‘do not engage in the type of work that brings with it serious prcblems
. ‘1n.fé¢0rds maﬁagementf . Other éoﬁp&pents, notebly the Office of Easic
5.Intailigence (0BI), the Office éf Résgarch and Reports (ORR), the
Offiée of Central Referenée (OCR), and National Photogxaphie Intelli-
: gence Center (NPIC), 8re constantly involved with records managerient

prablﬁms.* Occasionally, ‘becsuse of re-orgenizations, nuny'reoords

p*oblems are trans;erred from one office to another. This recenily
A h&ppened ;4£%Lthe Office of Basic Intelligence acqpired the former
GRR,Geographic Research Area with its epproximately 20,000 cubic
feah of'reccrds. Rether then considering in detail these special
problems of the'separaté officeé,vthis report is concerned with the
more generél, aecross~the-board prdblems of the DDI complexr in creat-
1ng, mainteining end disposing of its records. .
2. It should be noted that there are various gpecial refarence
systems, such as OCR's 1ntellofax, which are intended to reduce the
%Ag of June 1965 the DDI records at Headquartars totaled 128,609 cubic

fests OCR held slmost half of this and NPIC was second with sbout
35,000 cubic feet.

EARS PR . ‘.
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need for analysts to have. extensive reference flles of their own, %
- However, these systems, although subject to continuing improvement
v_havg not been developed to the point where they now substant;glly
red;ée the‘need for privaté ref*:ence files. For purpcses of this
report they are considered instruments of reco}ds menagement repre-
'seﬁting e hope and potential for future records reduction.
f,“3- CIA complies with the provisions of the Fedéral Records Act
of 1950 Public law 75h and the vesulting regulations of GSA.
A¢though our intelligence opﬁrations exempt us from complying with
.soma rederal laws and regulations, our records prdblems are similar
'.‘to'thosn in other agencies. Consequently, we adopt basic standards,

guidea, and procedures of GSA and modify these, vhere necessary, to

suit our needs

',\\h, lest revised 15 April 1964, proviues for a continue

ing Agency records administvation progrem to control and lmprove
recprds from thelr creation or receipt to their disposition and pre=-
scribes policies and responsibilities for effectively carrying out
the'Program} It delineates the duties of the CIA Reccrds Administrae
tiéngOfficer. It defines the Records Administration Program in lerms
of: (1) the analysis, improvement, and control of administrative

' reporting; (2) the applicatiOn of improved standerds and procedures
*The Intellofax system is designed to provide access to doguments by
subject and area and is built eround spscisl machine techniques.
Bibliogrophic entires are printed on punched cards, then procaessad
end filed by subJject through mechanicanl facilities. Upon request the
system locates pertinent entriss, arranges them 1n pProper sequaence,

* and pfdduces for reténtion a series of cards each one of which contains
blbliographic information. ¢
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for preparlng and hendling correspondence; (3) the analyais, design,
and control of forms; (4) the establishment of standard procedures,
' systems, equipment and supplies for records maintenance; (5) the
.economical and systematic dispoaition of Agency records 1nclud1ng
their'preservation, retention, transfer, protection, and disposal
according to approved schedules, ‘and (6) the timaly selection of
vital records and their prompt transfer to and securg'maintenance in

~an Agenuy repository.

'-{5« The DDI has no counterpart to

However,

off;ces in the Directorate with difficult RM prdblems, issue their
@an regulations. These provide detailed instructions for implementing
tha Records Program. An example of this is Office Regulation TO=2

1 sued by the Office of Research and Reports. This regulation supple-

ments and sats forth policy and procedures to be followed by
cmn personnel in requesting new forms end reprints or revisions of
existing forms. This regulation refers to those forms and form

letters which are initiated by or are for the primary use of CRR.

, 1:11 "' ORGANIZATICN AND HISTORY OF DDI RECORDS MANAGEMENT

6 When the Agency 8 records management function was assigned
in 1961 to the 1mmediate Office of the Deputy Director (Support ), one
tmnortant yresult of thls was the decentralization of the Program

The effectiveness of the Program since then has varied substantially.

) T C . .:.*,_ ; , “_‘:
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Somdé of this has depended upon the Area Record Officer's {ARD)#
1hitiétivefand ability while some of the most marked lmprovements
in recoids performance have resulted from the periodic stimufi that
ﬁopvmanagament has given the Program. The amount of time AR Officers
hAVQJspent on the DDI Program héé varied fpom 100% in NPIC to about
65%~ig CRR, under 10% in tha.bffice'of the DDI, and about 2% in OBI
;> beféré its acquisition.df the Geographic'Area, Sﬁcg_wide differences
.'appéar to'héve reflected the masgnitude of the record;Aproblems involved.
| ;?f. All DDI offices, except ﬁg;c, have partestime AR Officers.
bThbsé”in fhe Agency who devdté fhairtentire time to RM problems,ars
GSfl3s; the partwtimé are G3=12s. Consequently, a nuiber of officers
 Ld the iatter.groupﬁare snxious to change jobs because of the grade
'iiﬁitatichg that they'beliévé accompany a partetims RM responsibility.
Thé;e'néﬁer has been any sta%ement clarifying the status of & parte
tms ARO. I
" 8. The criteria that deﬁérmine the asslgnment of & fulletime AR
'Officer to a DDI component ﬁayialso geem vague end Inconsistent. A
éééa in pqint 1s OCR that heg almost half the DDI holdings but 18
wifcimut"a fulletime AR Officer. NPIC, on the other hend, with sub=
: stégﬁially less material, does.ﬁave a fulletime AR Officer. Such an
arrangement, however, iz by no means indefensible or unexplainable.

#Recordsofficers in the DDI are generally known as ARO's but the Office
of Personuel has designated them am Record Administratiem Officers (RAO's).

nhq
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9. The records management problem in the Office of Central

Referenée:is'qnite different from that of other Agency compoéénts. It
',;s by définition the central réspository for both'the Agenéy'and the
| commmity of a wide range of intélligence reference materiai; This
mﬁté?ial 1s both from open end classified sources, some of which
‘ reéuireé spécial hendling. A large volume of records held by OCR is
-'4. to ﬁeet‘the_reference requirements of other componéﬁ&s. As & result
‘ 1ts hpldings, when Judged by the gubic~foot standards employed In
/  déacfibing the records‘of éﬁherfo;éanizations, seem lerge. Conpared
.wifh’the Library of Congress this voiume must appear small, but the
humber of sepérate 1tem§ in OCR is higﬁ according to ;ny qomparabie
sténdaﬁd of heasurement.- In the Documents Division, for example, 900,000
different documents were received last year in 18,000,000 copies. Tha
task was further complicated by the fact that whereas 10,000, 000 copies
were collateral 8,000,000 naeded special handling.
.ﬂ 10.- All of OCR's files do not lend themselves to the volume
controls appliceble to poher offices. In fact, the existence of its
'referench capability is supposed to make possible the reduction of
the private holdings. The problem that OCR faces in the management
of its refe:enced holdings is pfimaril& that of qualitative coﬁtrpls.
Thé office has a_program-of soliéiting other components concerning
the eligibility of old.matérial for retirement or destruction. It is

a150«engaged in en extensive end fare-reaching operation known as the

SRR
el I
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CHIVE System® that is desipgned to bring sbout an even ual consollds=
tion of existing multlple files in different divisions thrpughva
single microfilm, document system. It is belleved that eventually
CHIVE will be able to provide better statistical information bn file
acti«ity and document use than anything now aveilable. This will be
| of subqtantial asgistance in dmciding which files or documents should
be selected for retirement. This should be the most 1mportant develap~
'ment ever made in CIA in the field of records management. *
“}il.' The selecting out problem has been with the OCR since its
beginning. The person who selects the current books is also enjoined
‘to weed out the obsolete whenever the opportunity arioés. The more
‘ Significant documenus are indexed but agbout 50% are not considerad
worthy of indexing. All of this activity is for the expert in his
particular OCR area. The ARO 18 not usually siited zmx/training for
: making such selections. Once the decision is made, however, to select
cartain 1tems out of OGR the ARO should see to it that the decision is
carried out. o
) S 2. In ttha OCR pesf &é; individual registers have established
seleetion eriteria, some more formalized than others. An attempt to
summarize these criterie for compatibility, or to establish common
criteria t0o be used by al; reglsters, was not deemsd necessary. With
¥The éroposed CHIVE 8ystem 1s an attempt to integrate several {but not
all) of the activities of OCR into one system, epplying advanced inforw

mation processing techniques and monagement tools to achieve o signifi-
cont increose 1n processing effectivensss.

- - 6 L
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the coming of CHIVE a generally agreed upon set oflselection criteria
will be eséential. However, this détermination will be made by dozens
of experts and not by an RM officer. L "

,113; There are, however, other activities in OCR that call for the
continual sssistence of the ARO.- OCR officers, acknowledge that in
the Graphic Reglster, Biographic Register, and Forelgn Installation
Branch* there 1s an opportunity for- a more enargetic purgivg of files.
‘Recent photography of specific subJect matter frequently permits the

"elimination of outdated mater1a1,~ More recent pictures of persons on
whom thnre is old material permits re&irement of the outdated matew
rial. Biographic data are also frequently corrected by a periodic
'reView of the dossiers. Incorrect or obsolete material is regulerly
'euﬁracted from installation target folders as prepared in FIB. A
ful}ﬁtime ARQ, however, 1s probably not needed for this so much as

: conéinudua sttention from to§ maﬁagement in the operating ddvisions.
OCR has always held a 1eaaing position 4n the intelligpnce ccmmunity
_1n seeking improvement in the rapid handling of large quantitles of
: 1nformation. : _
| k. RAS and OCR have worked together effectively within a
restricted ares, In 1964 a files campeien, largely the result of
working'on_forms and fileé management, brought Bbout the destruction

of 1,383 cublc feet material, retirad 304 cubic feet of material to

#The moot lmportant services performed by FIB are complling city end
town dosciers and contributing to mopping end turgeting elforts.

e . ! ’ ¢ o .
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Records Center and 17 safes snd fils cabinets. There is no intention
of denigra ing such an affort by adding the reminder that auch 2
' quantaty of records representsﬁgyky o minyscule part of the total
-officw holuingsf Hovever, RA%Ain this limited aree of CCR is an
4mportan? one and the Reccrds Steff is continually giving valuable
advice to CCR on vecords management equipment end methods.

1 15. In sunmary, ve do not belleve that a full~tim Records
Offﬂcwr is competent to make much of & dent in the laner part of
’ GCB rexewence holdings. An ARO, howevar, still has en important
par+ to play in 8 few cf the rastricted areas of OCR as praviously
'described. The development of‘GHIV” will push the present CCR systems
iﬁ%o bbsoléscénce and raquiré at soms future date & reappriisal of
the OQR records problem, |

i 16. Tkis inspection hag ascertained that the DDI decentralized
éys%em of records menagement iS'gﬁnerally satisfoctory. Y=t, 4t has
alsq revaaled that &8 a result of the gbsence of central responsi-
bﬁlity there are certain deficﬁencies. We have no desire to upset
a system that is besically sound, but alsc believe that its.defeets.
'cgh be remedied by & minor edjustment of existing practices:and
regulations. The defects are in detail rather than general functionm.
Th@y are fqund in absence of established qualifications for the .
offlces® records managemént 6fficers limits set for thelr promotions

and stendards to be followed in their work. EBach office, for excaple ,
ﬂan
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is.réspcnsible for establishing 1ts own minimm training requirements.
vﬁbnséqueﬁﬁly,:soma of the DDI 5fficers have had considerable‘§SA and
"acwdemic training, some have hed 1ittle or nome. If the Chief of

uhﬁ DDI Aumanistration sssumed 2 responsibility for requiring adejuate
; training for the records managament officers of the varicus offices,

andbéstéblished certain standﬁrdé that could be fo}lowed in the

conduct of their work, this wculd tand t0 remedy the' ‘dafects we have
.noted abovaw Not le&at of the advantages might be that cf increasing

the. @restiga of the AﬁO'a and. giving them the feeling that theiyr work

is apnreciated by the DDI as well ss tha individusl office for which
) thay work,

‘,h It is recommended thats .
 the Deputy DirEﬂtor (Intelligenca) 2ssign to the
. Chief of DDI Administration the responsibility for
L requlring adequate training for the ARO's and clarify
other standards designed to improve the morale and
prestiga of ARO's.

- 17; Experience hes provéthhe importance of top managementés
participatian in the Recards Pfogxam; In 1960, in enticipation of
the Agency's move to Mclean, the DDI, in bxder to adjust to the
Heﬁdqﬁarters space requirements issusd a strongly-worded mbtice
urging all personnel to destroy obsolete or superfluocus papar. A'

* substantial reduction in the volume of headquerters mterinl £olloved,

and en allstime record for an snnunl rotiremsnt to thé Contexr® won -

established in 1960 when almost 18,000 cubic feet of rccords were cent
there.

«¥The tetal smount ofngﬁncy racords at the Center:is about¢8h€509 cublc feet.

| = A
v Approved For Release 200@9411;3 ?CIA RDP72- 00038R00010021 0001-6




+18. More recently, in Janvary 1965, the President directed that

all agencies conduct a critical« xe.aeﬁ&amination of their records
disposa;t{ 'progiams vwith the primfy objectives of retiring inactive
récor;}s and reducing to the minfmum the retention period for sll
recards . This wes re-ipforeed‘vf‘o.z; the Agency by a DDS notiece; in
tha DZDI an additional one was issized"by the Assistant Deputy Director
. (Intelli@ence)* The President's divective conbributgd heavily to
the’ favorable statistics for FY &965 when 1h,361 cubic feet of records
&:erc,«_a gecaived. at the Records Center';;i‘n comparison with 13,955 cubic feet
I' desﬁ:;'oyed. i This small percantagé of ”growth vas unprecedentea. In
1960, far axample s 17,817 cubic feet of vecords vere recelved at the
‘ C’en“ter and only 5,846 cuble feet were destroyed.
i 19, Afded by such a stimulus from top menagement, all DDI
| offices, vith the exception cf NPIC have been reasonably well satise
i’ﬁed wi‘ch their efforts to l:ee;p down their recards holdings to
m&nageable proportions., In April 1965 NP brought in a fulla*&ime
prcﬁ'@ssional records officey. Although NPIC had hed a numbez' of sﬁparate
actions undex"t;aken by divisions and staffs to reduce or eliminate
i,na,ctivc, records » these actions were without benefit of an NPIC records
control schedule,* We believe 'mat NFIC's disposal record will bezome
as satisfae‘cory es thet in other DDI offices. Such 8 prediction is
*optrol schedules nclude: (1) Description of records and hov £iled)
(2) volume « number of cubic feet; (3) alsposition - whether to do stroy

In office, rotire to wvacords center and ddstroy later, or keep thovo
sormanently,

# . =10
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bama parmy upon the competence of the RM Officer in WPIZ, and

partly ups:m the strong vacking that Records Managemsnt is Agejt‘,ting

. ivcom the NPIG Pirector. o . -

+

IW RELATIONS OF RECGRDS ADMINISTRATION STAFF WITH DDI

'4,"20. Tha Records. Administration Staff (RAS) has bean oble
4o we:.\rk efﬁ'ectively and hamcniotwly with §2)0) ¢ officialse Gne result
Of ‘i;hia has veen that even though the DDI mterial held in the

Age’nc:y Records Center com:lnms to emm , its rate of gmwth has been

, su“ost&ntially x'educed. DDI officjals and the RAS recognize, however,

_ thm; the problem of records growth is never permmantly zolved but

musﬁ; e . constantly work;ed on, Fiscal Year 1965 was a yea.r of remerke
abl,y ‘small grom:.h at the R@cc:rds Center but it should be remenmbered
th&t uha influence of the President'o directive wes one of the major
factcers in the destructiocn of inactive records.

21 '}.’he Theavy emphasis on t:hga destruction of records has led
many to believe that this ccnsti‘outes the entire Records Management

Pr-ogmm. At lemst equally a.mportan‘c 45 the problem of what records

. shaum be crested, Soma have rated 1t the nmuber ons problem,

espaaialk/ o&.m:a it is now 80 es.sj to make rmltiple copies. Diserimi-

' nation in d,eciding on what should be 1ncluaed in the records is

putting the ma:!,n empha.ais where 1t belongs. It is obvious that withe

qut the creation of zﬁecords no problems of madntenance end dioposition

cm:%um exiat.

. -1 -
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o2, The most common _viays for creating records are through
corraspandence » forms, and reports. RAS has cons 1s uenuly e*ze?f;ed
a res?:raining influence oo the proliferation of reports by asking
Vauch questiona ag: Are the reporta nacessary? Ave they domg the
. ﬁdb f@r which they werg intended? Ia 1t a)l worth the cost? Is it

supplying the information that 15 necessary and use*’u Are any

L -_of t;he mpqrts duplicative? Are tha approxima‘te. 3.2 mlllon pieces

_ of pa’*er cma‘ced annually from reps:rts necessary?

, 1..‘23. Forms management asvelcps guides and stendards to control
tha cz;ézation of forums H eliminatea mmeceseary forms, covies and items
on 'f’:éms ;‘ standardizes forms , sizes, ptz;pers and other -i'shysiea,l asprcts;
c?ésolidﬂtés 'foma,' coordinates Forms désign and control with systems
A an:dyproceauras; improves ﬁmctiénal efficlency and appsarance of
forms; end develops detalled fspéc;.fications for construction of
' '.?Om; | |
o Dy Th:-z tmpordance and na.ture of forms menagement cen better
be und.era’coad by looking at an ac:tu,al end recent survey that involved
a manfoer of RAS eooperating with the ORR Adminiatrative Staff. As
alwg;rs in the DDI the Records Officer in ORR ected in an advisary
or été.ff capaéi;cy in 'd:;'.!zsc:uas:aingz the forms and procedures with each
m iﬁranch end staff. Ths ARO frequently overceme the objee‘eicns'af
anglysts o the destruction of certain forms and came up with agrecmert s

thﬂt reoulted in new ones. Seme spocific results of this survoy aro

a8 folloug:
» 12 -
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25. Abcmt 100 unofficial o so-called bootleg forms® uerg roe

[

pl&ced with 23 official Agency forms. Some of these vera alr@ady in
existence but their amailsbility vasg not known to CORR. Twenby-nine
i off cial forms, which initialiy had heen developedAexclusively for
CRR mse, ware abolished and removed from the Agency forms system as
, raquiremﬁnts no longer exist a fov such f’crms° Over 100,000 coplaes
“of six of these obsolete forms vers removed from storagg and destroyed.
_ Duripg the survey ash-bootleg forms out of a 392 total were found to
"be i@luse. Soms ware Justified beaause of limited anplication vhile
many others were permnnently eliminated.

26 Thess nev Torme werevneeded not, only to brigg about the

preventiqn'bf some records end the destruction of others but because

’tﬁey ofténtimes offered; (a) ovgrall improvement in design of formaj
(b) information rearzangea to fit the need of users, {c) professional
anpearanne, (a) easier readability, (e) items arranged in more leglcal
—saqpﬁncs; (f) and caption headings that were wore accurate in
indentiﬁying their usage. ’

27. For better correspondence management RAS develops guidea
and standards for wrlting &nd. typing letters; reviews operating rroe
ceauées for use of form snd guide letters; applies mechenized mathods
%o expedite processing time; eliminates unnecessary coples to reéuce

*ﬁootieg forms are devised by indiVidualé usually unacquainted with
the rules for cuperior forms. Consequently they ove poorly dasigned

ond connot be used except for oxporimentul purposes or o limited
nunbar of projects.

-t

RURESEE R
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spara and equipment, and simplffies procedures and thereby reduces
~ﬂcorrasponuancc volume and cost.
‘ 28; There are solid reaqons for hoping that the CIA Recorcs
Centar can satisfy the storagg needs of the Agency for many Jears
‘to QOIS « ot only have there been substential reductions fn the
growth of CIA records, but GsA is building a new Records Fenter at
’ Sui lsnd Maryland, to houa@ 4 m*llion cubic feet ef records. Uhen
| campLeted it is now believed that approximately 25,000 cubic Peet
| of Agﬁncymproduced intelliaence c&n be stored in uuitland. Moreover,
the existence ond use of such & cammon central storage mey help 1n
’encouraging the destructicn of multiple coples. ’
'.. 29, The DDI complex with the advice of RAS has token edventage
' of aome of the more motable advances in £iling systems. One of
thEse in the Graphic Register is & power machine that is ued for
filing photogranhs Another, known as ) ConservaanFile V, bse been re-
"cantiy installed in the Office of the DDI. It consiets of & series
of cradle=type filing units that results in an increese of filing
capacity beyond anything heretofore possible. It is an engineerei
fi%ing syatem of such flexibility that 1t will meet the specific

needs of any filing installation. It almost doubles the previous

- capacity of the £iling area,
30. The DDI decentralization of authority in racords managammt ,

with the ultimate authority resting with the Direetor of each office,

Approved For Release 2006/04/13 CIA-RDP72-00038R0001({0210001-6




= = — T ST S

jApprovéd. For Release 2006/,0j4vl1'3 : CIA-RDP72-00038R000100210001-6

R Y - e

= et ‘

" e

2 I e\ ,,, ) : S T
. PR '1;' o I ﬂ'.‘i“-«ddﬂr’ y ' B ’: G *

has on the whole broug.ht satisfactory results. It has nro&uced,

| Vhowevam = me& for certain DDI dirsctives ea&a'blishing un:gfcm

: _ 'atm&&ms ﬁ.n minimun training req,uiremants and R’M p**omo uiOn p@lim.es.
Al though ths recent reduction ‘Z.n *'eeords growth has been substential,

| wfbent of it hes owed & g;ram deal %0 the prodding of top managee
‘ mem st&r’c:&ng with the Presiaen\,y, RAS has been setively engaged

o in :r;mviding guidelines for recaz'dza management and ;i'aa hed the

~ .cammre. ian of DD o?ficiam‘ ‘I‘hqe the suthority and prestige of top

| nmagemnﬁ corbined w;!.'!'h t:he profegéional guidance of RAS and cooparow

_tipn_ of DDI have produc__eé :Ln racen%; deys a commendable record of

achievement, -

< e

“15a
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Y. m m:emns PROGRAM IN THE T)DI

23;. Tha Tital RecOrds Program 18 designed to make posaible

.the cqntinuation of DDBI work in the avent of a serlous emergcncy
euc@;a& a nuclear attack on the Uhited States. Records considered
v&tﬁlﬁiﬁ the DDI are thpse that,are regerded as eésential for the
'ﬁse.ﬁf any swviving group in order for ﬁhem 0 c;irg on the bDI
_ missign and functionc. The effbrt allocated o selection and mline
tenance of vital materiala must be balﬂnced egainst estimated
_fuxure nemﬂs, the likely degree of destruction of headquarters

eﬂords, ad the estimated availebility of personnsl cepable of
axploiting the m&terials. L
i 32.. The consclentious efforts in DI to maintain the Vital
R@cgrdm Program seem scmewhat removed from the 1ikaly realities

af any future Emergeney. * An example of this is the absence of &
ihardenad site for containing the DI vital records. Thus tha mush
impﬁrfant elemant in avolding the destruction of Agency recorﬂs is
.missing. Ccnsequantly, the Vitol Records Program takes on an
appearance of unreality with 21l Agency directorates belng victims
of a lack of established standards for procedures needed in & fnture
'emergenqy. ’

. 33. Suveral years ago each DDI office had a roster of peracrmal

who vore 46 bo relocoted during or before an umergency. They hd o

- 16 -

~ e
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day cf briefing on the files at the Vital Materials Repos'tory plus
two days of practics retrieval,from the files emphasizing those with
which,théy did not vwork in theirfncrmal daily assignments. Moreover,
merbers of the Records Center staff participated in the treining
exercises in qrder to ipcreaselﬁéé effectiveness of their support in

an eu&rgency; No such pmeparat&bns are nov belng made for pessible

, ;,Future davelopments even though DI offices are genexﬁlly current in

prepar%ng Vital Records Deposit Schedules end tranaferring reccerds

. to ths rppository. .

" 34, Despite the lack of a hardehed site, a future nucleer
attagk would not be likaly to destroy all our records no matter vhet
“-haﬁb@ned 0 thé Records Centér.w Thia 4s partly because thevre has
been 8 delibarata dispersicn ef some vital recorda in distant locae

tianw. Several years ago the Vibal Materials Officer of CCR develeped

a file of selected finishad‘inuelligence and placed onz set at

a hardened site. A diﬁpersion of other published meteriel

fesults fromltha routine dissémination practices of the Agency. This
3n§1udes RIS's snd dedly FBIS summaries thet go to cvery paxt of the
cguntry;‘

.“35. There is soma question, however, that ewergency conditloms
would ellow for cefrying on the DDI mission and functions even it
the Records Center were not destroyed. This 1s ﬁacause the accuwmla-
tion of records in the past few years has not been accompanled by axy
practice exercise designed to scquaint the cnslyst with the location

| “ng‘ . - AT -

,->~vr-\-mw
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of vit al materials ond gystem of filing. Consequently, the sube
'stantialiincreage in vital recards has made the c011ection too
‘.cumberﬂomﬁ for efficient use.

36 ' The Vital Records Progr&m neads help beyond anything
‘poaaible from RAS or Records Center. As presently constituted, 1t is
wirealistic beceusse of. (a) 1ack of & hardened site, (b) @ failure
"-in tecenﬁ years Lo engoge in practice exercises; (c}wﬁhe accumulation

of records hag made the collection wnwieldy to use; (a) ‘the elmost
%gtal lack of recent planning in pvoviaing the appropriate personnel
: in case of an emergency. .

;;. 37+ The Vital Records Program is & necessary part of Records

: 'ManagemPnt nlanning. Conseqpentky, it is not logical in the DDI feor
V&tal Records problemﬂ to be handled by those who are not involved
in ‘other RAS motters. All AR Officars in ths DDI should be conscious
Of whatcver developing prdblems there are at the vital Records area.

It 1s recemmenﬁed that* : Bio.

-

B All AR Officers vho are associated with the Reccrds
Administration Staff Progrom in the DRI be also assigped the
responsibility for the Vital Records Program of their DDI
- component;

b. ALl AR Officers in the DDI be instructed to conduch
periodic reviews of vital records at the Center in order
to keep the materlals Lo efficient and usedble proportions,
and

¢. The Agency consider the rore eytensive use of
hardened sites now availabl@ or the construction of en Agency
sita.

'm'lan
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tezords Management - DDS

Iytgoduction

1. This report sets forth the results of a recent

inspection survey of the records management (RM) function

a
in the Dgputy Directorate for Support (DDS)/ The survay
was based chiefly on interviews of DDS officers who hold
key records positions in the several DDS components., There
are eight such officeis and they are assigned to the 0OFffices
' of the Deputy Director for Support, Logistics, Perscnn i,
. Sacurity, Training, Medical, Finance and Communications.
. - The seven records specialists in the Records Administraticn

Statf~of DDS also were interviewed for purposes of this

-d

2 avrvey, and our findings with respect to this étaf? avo
covered in a separate report.

2. In this survey we made no attempt to insnpect IDS
files gr to look into specific document handling precodnres
and systems that control the flcw of papzsr in and ocut of
the individual DDS components, We also made no e”fcri to
PEGO3S the impnact of DDS wnapeor ¢n other Apgonecy comnenz s
270N thQﬁgh this »Hrehlem has ceonsideranhie benring on 00
T mieteen dn ol fho components affecled.  Wo ettt Chnt
thace problams wore falrly involved and would requiva norn
time than we originally allotted to this survey. In theo

interest of saving time we also set aside the questicn of
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2

how the Agency's rapidly developing automatic data process:
ing (ADP) systems will affect present and future DDS
holdings. This is a special problem with many still
seen implications, especially in light oI
*he DDS entry into the ADP ficld is onl
Daespite these omissions in the survey,/sti11l cnccun’erad
a su”ficiont numher of first “ine RM preblems in DES 19

yo suhstance to cur inguiry. These prcehlems cenzcown R

and regulatory structure, prevalling

M attitudes,particularly on the top DDS level, and certain
RM weazknesses and shortcomings tha® are applicable to the
individual DDS cemponents, Boeause of the clircumscribod
nature of this survey and the tact A > it raally I5 o

nrotiminacy TG probo into the RM Tunctlion en an Foney-ywidn

hnsis, our conclusions and recommencallicns are tontatlve,

Receords Management Policy

3. Tn ©D2S, as in other parts of

funeticn has its policy foundation In

1064 Troyised) ., This Aroncy ropntation Ts otn turn hoond
fho Wodowal Qeoeeeds Act of 10060 (0pLY e Doy THAY wh e

i 4 . Aoy Tyl ot [T Y
MARINS QVery ooyerTnmont apoency o cutohlish and matt oty

an RM program to suii it3 cwn needs, primarily

o~

serves the purpose of formally establishing the RM function
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A

in terms of broad arecas of activity and establishes pcli-
cies for the accomplishment of certain RM objectives. It
also delineates the Agency-wide staff responsibilities of
the CIA Records Administration Officer in terms of the RM

guidance, assistance, and coordination that he is cxpectied

to nrovide, While the provisions of Borye 2 very

uscful purpose, they can be constirued onlily as general I'M
guidanrce, When the document was Ffirst drawn un, % was
nrobably expected that as the RM functiion hecame mere ond
more decentralized, every lesser Agency compenent would

e

set vp iis own cdetailed RM instruction patierned en

Wnatever the original intent might have hecen

very Tow components in DUDS have taknn

to ciabhorate on As £t new stands

is not adzquate to the RM reguiatory task n DIIS,

-

or Zer that mattor, n any other Directoraro.

)

woakness in is that 1%t does not doling

or the organizationa’ relotionshin of
idministration Staff to DDS or to other paris of
ency with which this Staff does husiness. Ve now
have in D35 what amounts to several independent RM units,
each practically run by itself, and obiaining guidance Trom

he Records Adminlstration Staff only on a sporadic, unorgan’
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Y,
is cthat the BM activity in DD3S
edeffort with no real focal point of auctho-
dircction or coordination. There is no senior rocords

administration cfficer within the DDS structure to whon
individual RM officers can turn for day to day guidance
cn routine issues. The need for a clearer cutline of *he
AN function, in terms of a comprchensive and detail
atory issuance that reaches into cvery DUS comnonen?,

ohvious,

‘General Problgms and Consideraticns

4, WVWe found a variety of RM problems in virituallw

component. In many respects these

parallel BM difficulliics now being expericnced elscwhore

o

i1 The Agoncy. Contral among these diffionlti s owhno

.

wa wonld doseril

vornssedns The ot

sunervisory levels. Many sunervisors
tive view in terms of working priorities,
need to take first things first and fto “ocus on theso

-

m mest worthy of thoir best effort. 'n

che minds of moss NDS sunervisors, RM work s a very Tow
priority functlon, Whether or not 1t s justlified, this
view more than any other seriously depresses the RM function.

-

In fact, it lies at the base.of most RM weaknesses and fail..
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w5us
ings in torme=wf the RM effort now being conducted within
the individual DDS compoanents.

foice of Security

S.As the producer and keeper of a very large volumz of
DDS records (13,245 cubic feet on 30 June 1955),
of Security (0S) has a sizecable RM problem. These
represent an increase of 2,787 cubic feet 127%) ovoer
and mar the sccond consecutive year whon tho
0S pgrowth exceceded 2CC0 cuhic Joct., Next fo 1370

s paper volumz increase was the largest in the Aponay.

7y actual coun’, “he OiIl"C of Socur“ty has mowro ’h"

1

“he vol ume o; records in any DDS "OmDOﬂeﬂu, r"he CiLflce

et

is not pr
Prior 4n 25 Morah
time RM officor to handlo Zhis werlk,

officer spent most of the last year working on

a systems analysis (ADP) project in DDS and the 2ikelikrced

"oy Lhoe BM offant
was transicerred ! ief - the Records Sceuriiy Divi-
sion. This senior officer, who is probably competent in

most other respects, has had no previous experience in RM
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6.
work and has delcgated most of the tasks to a subordirato
/ 1

officer%lGS7U'records cierk. This last officer also has
corlateral working vesponsibilities in the Security
2Zvision and spends oniy a fraction of his +ime on 7
RN work, € st two RM appointments also have had
eflect of transferring the RM responsibility out of tho
Exezutive OfFfice of “he Office of Security and placing

in the Becurity Records Division, that is, on a con-
siderably lower authority level in the 0S structure. n

ouT view This organizational change tonds furzhen cenmass

The RM function in 08,

to keep records for fnordinate’y long
recently, for example, the retention pariod
CS case fiTes was 125 years. A Tow monihs ago
donlded Zo rodueo Lhis heldine neviod Lo 50 yoanes, Thn
Reenrds Control Schedules “or €S were originn’ily pronoiod
in 1834 and although somc were revised in +the las” "1 rears,
cf date.
he Office of Security makes a conscienious
FaRviy co koen s Torms prebiom under econtce, S
Phanowith pvehtom: sueh pgomoadata in e i o
to date inventory of forms and controlling the prolif

tion of "bootleg" forms. It is our understanding that
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recently the Office of Security has taken it upon it-
self to approve the rebrinting of forms, thereby remov--
ing this responsibility from the central Records Adminis-
tration Staftf where it previously has been vested. Unless
there are Qverriding security or other reasons for placing
this authority for approval of reprint of forms in the
Office of Security, it should be returned to the central
Records Administration Staff.

9. It has already been mentioned that the present
RM officer in OS has had no previous training in the
recc 'ds field. In recent months the central Records
Adm 1istration Staff has proposed RM training courses
and work shops for records officers in 0S in order to
improve their knowledge and skills in this field. Until

novy thero has been no response in 05 to any of Lheso

¥y

nre osals.,

of TFinance

10, While the Office of Finance (OF) is not the holder
of a large wvolume of records (3,529 cubic feet on 30 June
1965), its overall paper accumulations arc increcasing at
a repid rate.  The increasce since 1964, for cxample, is 17
per ent. At the Records Center the rate of increasc is
468 cubic feet per year. Contributing directly to this
comaratively large rise in records holdings is the féct
thi L the retirement of OF records is hampered by an adminis-=

B . .
tra ivq‘legql problem having to dowith the audit of records.

e
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Since 1961, no vouchered funds records in OF have becn

audited by the General Accounting Office, This means that
these records cannot be: scheduled for destruction in accord-
ance with established Records Control Schedules. In addi-
tion, the confidential funds records in OF, which represent i
even a larger volume of paper, have never been audited
by the General Accounting Office. In their unaudited con-
dition these records are being retained as permanent Agency
files. These two categories of finance records are accumu—
lating rapidly in the Records Center and presently they
amount to approximately 6,000 cubic feet. The authority

\ for the disposition of these unaudited records hinges on

! the receipt of a legal decision from the Office of the
gﬁﬁﬁ Gencral Counsel on whether the records can or should be r

E destroyed. That decision has heen pending for over five
vears,  There haye been extensive Agency hearings on this
subject, but it appears the problem will not be resolved
in the very near future.

11. The RBRM responsibility in the OF is being handled
by a well trained and experienced GS-12 officer who func-
tions alone in this job. The RM function is separated
trom the OF registry. Despite the productive efforts of

this officer and the fact that she spends most of her time
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on the RM job, most of her work is focussed con paper voiume

control. The forms.management program in OF lacks organiza-
tion and strength and there are at least 100 "bootleg" farms
to contend with. Little can he done abouf the latter prob-
lem because the Officg of Finance openly cncourages the
creation and use of bootlég forms if they are needed.

The most notabie RM progress in OF has been in the fie]d

of vital materials, This is because the program has heen
superviged closely, there is considerable OF iqterest in

it, and the working relationship between the OGifice of

, { ' . !
Tinance and the Records Center | |is excellent. 25X1
!

12. On the whole the RM function has not yet come

into its own in OF whevre, as in other DDS componcnts, the

icer is still looked upon with some suspicion,

Theoro

-y

nM of

b

s OO

pe
Fad

1wpicuous resistance to RM improvements in most OF
unids and the QM officer hag yet to enjoy full nccess and

caoneration from OF employees on punroe pecovds guoshionsg,

Thi condition could probably be remedied with n small

measure of genuine support for the program from the top
level direétion. Until such support goes beyond the verbal
stoage and is translated into positive courses of action
that reach into tho full spectrum of RM activity, this

function will continue to hobble along in OF al a slow

pace.
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13. Efforts are how being made to improve the over-
all records situation in OF by introduction of automatic
data processing (ADP). These efforts hold high promise
for the future but at present this innovation itself is
a producer of a high volume of paper. In fact sizeable
ADP paper accumulations now stand side by side with hard
copy records and there are no plans in the offing for the
destruction of the lattervﬁs indicated above, ih this
survey we have ndl addressed ourselves specifically to
the -ADP problem in DDS even though it is of considerable
dimension and has deep implications for the DDS RM future.

Office of Training

13.  With its total accumulation of 5,229 cubic fect
on 29 Junc 1965, the Office of Training (OTR) shows an
increase of 14 percent over its 1964 rocords holdings.

This is in spite of the fact that 1,401 cubic fcet of

rec rds have heen destroyed by OTR during fiscal year 1965.
While the RM effort in OTR cannot be considered aggressive,
it has shown some results in a fairly limited field. Gains
are being made in the control of papcer volume and to a con-
siderable extent in the forms management field. In the
area of vital materials, however, there is now almost no

activity. Records Control Schedules now exist for all OTR

Approved For Release 2006/04/13 : CIA-RDP72-00038R000100210001-6
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fai?ly closely by the RM officer. During recent months

RM progress has been hampered by the fact that OTR's R

officer was assigned to a joint ADP project in DDS on a

full time basis. His RM responsibilities have bheen assigned
temporarily to a GS-6 clerk who has 1little cxpericnce in
this field.

Office of Logistics |

15. Of all DDS components, the Office of Logistics

(OL) probably ranks lowest in RM organization and gencral

achievement. Its RM program suffers primarily from lack :

o

of “nterest at all levels., Most senior officers in OL ;

lack real understanding of the RM function and therefore

s

give it 1little support. RM work in OL is also at

the

v

lowest rung of working priorities. The RM officer 4in

this component, o GS-10 officer who spoends most of hov

time in puve registry functions, has no c¢lear picture of

Ui

her responsibilities because these are nowhere spelled

) out. Throughout OL, the Records Control Schedules arc
badly out of date; some go back to 1956 and no effort is
being made to make them current. Nor does 0L have an un

! to date inventory of dts official forms of which thore

are about 400. Therce are about twice as many "hootleg"

1
W forms. The Vital Materials Program in OL is virtually
|

T idec O TSR

ignored. B

—r g PRSI e
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16. In OL the RM function is scen mainly as a ' 3“¢"
problem of controlling paper volume. On 30 June 1965
| this volume amounted to 5,316 cubic feet, a decrease of
855 cubic feet (14%) over fiscal year 1964. It is signi-

ficant that during fiscal year 1965 OL destroyed 3,677 cubic

feet of records which represents almost one-half of the

total volume destroyed by all Headquarters offices in the

NN

DDS area.

17. The volume of paper in the Agency is considerably

T
1
b
o
:‘.
i
(..
i

influenced by the presence in many Headquarters offices
of duplicating machines on the order of Xerox, Smith-Corona, o
Thermofax, and others. Some of these machines produce P

. copies of documents at high speed and as such contribute

i

R enormously to total Agency paper accumulations. Our efforts
a

to obtain/count of thesce machines in Headquarters produced :

this vough estimate: 55 Xevox units, 38 Smith-Covona, 05
Copytron, 3 A.B. Dick, and 221 Thermofax. The Officc of -

i Logistics, which supplied these figures, believes there

are probably twice as many units as the current inventory
shows. The purchase of Xerox machines and other high speed
i duplicating equipment for the cntire Agency is handled by
the Printing Scrvices Division of OL. In general their
procurement is not_handled in relation to the RM function.

Their use is also relatively unsupervised and the costs
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that accumulate from the indiscriminate cmploy of such
ecquipment, even if measured only from the standpoint Qf
extra, unneccded copics, is cnormous. Tﬁis problem has
substantial bearing on the RM effort in cvery pari of
the Agency. It deserves further study.

Medical Staff

18 .With total holdings of 491 cubic feet on 30 June 1965,
the Medical Staff (MS) is among the smallest components
in DDS in terms of paper volume probhlems on which most
RM activity in MS is focussed. The Records Control Sche-
dule device is fully utilized for this purpose even though

some of the Schedules need updating. The MS has a fairly

active forms management programn but is doing little in £
the field of vital materials. On the whole, the RM cffort ¢

in this componcnt is modest with the RM officer devoting
only a small fraction of his working time to this activity.

Office of Personncl e

19.0n 30 June 1965 the Office of Personnel (OP) held
3,163 cubic feet of records, a decrease of about 4 percent %,L%
from the previous year. There is in progress in OP an
active program for the disposition of old records on the

basis of Records Control Schedules which are being followed

fairly closely. On the other hand there is no real forms
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management in OP, an espccially difficult problem owing
to the proliferation of "bootleg'" forms. There is no
up to date forms inventory in OP. This effort, like the
Vital Materials program, suffers from lack of work input.
The RM officer for OP, a GS-10 with little experience in
RM work in reclation to the sizc of her responsibilities,
spende about half of her time on records tasks. She is
hampered not only by lack of time but the fact that she
ordinarily obtains 1little support from her supervisors
in the RM function. Presently much of this function is
being handled in OP by cmployees in low GS‘gradeS.

Office of Communications

20. A relatively active RM program covering all RM
phases is new being conducted by the Office of Communica-
tions (OC)., A notable achicvement in fiscal year 1965
was the destruction of 1,404 cubic feet of old records,
an increasc ot 127% over the previous yvear. O0C's records
holdings on 30 June 1965 amounted to 4,261 cubic feet.
Most of these records are covered by current Records Con-
trol Schedules which are followed closcly. Recently OC

began developing a reports management program through which

it hopes to achieve sizeable savings in time and paper volume.

The RM officer in OC, a GS-14 with long experience in records,

is energetic and enthusiastic about his work. His positive
i
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achievements in the RM field during the past year have
established OC as the leader in this field for all of
DDS.

Records Administration Staff

21. A separate report has been prepared on the
organization, activities, and problems of the Agency's
central Records Administration Staff (RAS). We never-—
theless feel some observations on RAS are pertinent here,
because this seven-man unit falls within the organizational
jurisdiction of DDS, even though in practice this link is
somewwat tenuous. This jurisdiction is normally exercised
through the Executive Officer in DDS.

99 Technically speaking, the DDS Executive Officer
is the channel through which the Agency's senior records
administration officer (the chief of RAS) receives his
basis policy guidance and instruction in all RM matters,

In practice, however, this is not the case, because RAS

not only functions independently, but also has proved

jtself to be self-sufficient. For the past several years
RAS has maintained its organizational connection with DDS
largely on the basis of a quarterly report covering its
activities. The submission of this report has been on a

pro forma basis because no response to the report ordinarily

jssues from DDS nor is any expected. This weak RAS 1link
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with what ostensibly is its parent organization has existed
for a long time but its negative effect on RAS has been
minimal, except possibly on its morale. The real defect
in the arrangement is that it deprives the Agency of a
true focal point for RM activity and at a sufficiently
high level so that its salutary impact can be felt. Here
the question of whether or not RAS really belongs in DDS
should perhaps be raised. In this survey we came upon
arguments pro and con with a strong case often made in
favor of transferring RAS to the Office of the Director
on the level of the Cable Secretariat.

Conclusions and Recommendations

23. In discussing the RM problems and shortcomings
within DDS, as we have done above, we have nowhere made
any specific recommendations for correction. In most
cases the action needed is fairly obvious and we leave to
the various component supervisors the decision as to when
or where corrective steps should be taken. There are, how-
ever, several basic RM weaknesses in DDS which we think
ought to be singled out because they cross organizational
lines. To correct these weaknesses

It is recommended that

The Deputy Director for Support

(a) Revitalize the records management (RM) function

Approved For Release 2006/04/13 : CIA-RDP72-00038R000100210001-6
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by impressing his Office heads, Division Chiefs and other
senior officers with the importance of the RM effort in
their work, pointing out the present RM flaws and short-
comings and organizing a long range plan of action which
would strengthen the RM organization, broaden the scope
of'its activity, and eliminate its more glaring defects.

(b) Formally define the RM function in DDS in keep~

ing with particular emphasis on establishing

the bounds of this activity, identifying its goals in terms
of attainable objectives and establishing responsibility
for the effort on all DDS levels.

(c) Revamp the RM organization so that incumbent RM
officers are the most competent personnel available, are
sufficiently trained for their assignments, and obtain the
necessary high level support to do their jobs effectively,

(d) Improve the RM relationship with other Agency com-
ponents for purposes of achieving a cross-~fertilization of
jdeas in the records field.

(e) Strengthen the DDS link with the Records Adminis-

vtration Staff in order to take fuller advantage of the

qualified guidance and direction that is readily available
in this Staff in the RM field.

(f) Take appropriate steps to expand the RM knowledge
of key personnel in DDS in order to broaden their RM per-
spectives and to help dispel erroneous impressions about
the value of this activity and its place in the Agency

Approved For Release 2006/04/13 : CIA-RDP72-00038R000100210001-6
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(g) Consider seriously the establishment of a career
service for RM specialists to give them better job pros-

pect and thus encourage them to remain in the RM field.
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Tviraduetion

1. The Directorzts for Sclonce and Techmology
(OD/E&TY is w relatively new ovsanization still saddled
aith weny of the probleme incideri fo change. DD/SET is
~lse in o sirte of rarid expansion, This is emphntically
reflected in the enormous recent inerease in the voluwme
of ita rocovds. In mid-18G4 the total records hotdings

g 7,130 cuble feet. OUu 30 June 1803 these
noldines ineressed to 7,328 cubic ieet and the trend is
tawarﬁ ~yven further incresses. Jne faetor in this records
yolimze increase is the expansion of the DD/UET function asnd
ddition of several new offices The wore recent organizn
tioual ndditioms to DD/R&T include the Office of Couputer

erviess (OC8) srd the Office of Special Projects (OSP).
Bath of these new comronents are crestors of » larre voluune
of ruper. Beeause of expid rowlh and preocccupation with
current operations and projects, wont DD/S&T compononts
have ot yet reallv come to rrips with the Lalk of their
A¥ vroblems, OSI is the possille ezceptlon.

Orsanization and Fupctions

9. fhere is ro formal RY orranizstion in DD/SET.
Rother, the organization consists of four individunl EM

officers, one cach for OSI, OSA and OCT, and one with con-

Hm
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bined responsibility for OZL, ORD, OSP and FMSAC. The
gzrade level of these officers yanges from G885 to G0-19,
Only the O8I officer can be considered a full-time 1Y
officer and in this compopent the records situstion is
understandatly cood, By contrast, in OS5 where the reos-
ronsibility iz slso verted in o G8-19 nificer, there is
virtually no BM cetivity. OCS has yet to tackle such
pegic B¥ problems as preparing its initial Records Control
Yehedules, which make possilbilc zn orderly storaze and dis-
position of records at the Syency's Records Center in Tar-
reuton.  In other DR/S&T compoprsuts such as G54, the RM
officer, s GI-11, spends lese than 70 percent of his tipme
on M work, ithis because of the presz of other duties. A
part of the records problem in O stems from the fact
that this compoment in usnally headed by a military offi-
ooy or detnil to the %gency and whose normal tour lasts
arproximately three years before he iz azain rotazted, The
limited idgency tenure of these military officers nrecludes
the development of any renl interest in rocords problens.
‘In OEL, ORD, OSP and FUGAC, the 53 tunetion alse has beco
relegsted to the widelines ostersilily because of hizher
working priovities. The oo GS-10 officer who iz charized
with the combined RY task in OEL, ORD, OSP apd FMPAC is

spread very thinly over the records problem, He is also

ld 4
GREL
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hamperad duw hig vork becaunse his (M effooin
211y o sapport from Lis supervisors.
G, In DD/ERT most RE ofiicers conduct thedy activity

under the supervision of the Chici of Saprnort ol thelr indi-

vidurl cownponents. Orvsandzationeliy

o

this iz porobably =
aotdsfociory arranzeneni but in terse of the RN function
it iz leze than desirsble booouse ordinarily little RM

ruidrnce iosues irowm this quarter, +fhile wost 3M officers

in DU/TRT waintadn some corviact with the Agency's central

Rocords Administration Steil, this relationsikip too is

Tairly tenuwous. BRAS iries to provide juidsnce and direce-
tien to DD/RET RY officers, usuclly with problems involve
in? recovds storasge and dispesition, forms menazement, und
the Vitnl Materiols Trogsrasm.  fuch assistance, however, is

s recunst basis and wmmally without any spo-

apkins, ®Eil) muct be Usold.” OCL, for example, bam been
approsched seversl times by BAS with offers of help in
settiny up files and preopuring up-to-date Records Control
“ehedules,  Until noy OC8 has nwot takop zdvantage of these
oifers.

Rexalatory Structwye

4. Like all Avency compoenents, for RY purposes DD/S&T

a;,gm
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falls within the rogulatory purview of (revised

Tais document serves the purpose of nre-
coribing o meperrl pattern of BM orzanization and respon-
wibility in the four Azemcy Directerates, Within indivi-

Jual DO/SET components, Loweyer, there are no supplementary

ve rulstions that would expsnd in order to put

this broad RM blueprint into bﬁtter.warkiﬁg perspective,
Loek of such supplementary resulations has made for sowe
confusion. The individusl RY¥ oificer is nﬁt well aware

of the place of NH function in DD/S&T =nd the exazet area

of workinz responsibility that 4t involves. Without any

clear cut instructions op the scope and objectives of their
worlk, éﬂ?@uﬁing a3 their $ndividuxl inclinations. The nega-~
tive o¥fect of this loome regulatory avrangement on the
cntire RY function in DD/ZET cannot be overemphasized.

Other Problems

r.  #¥e indicated above that most RM petivity in
DL/SWT is forussed on paper volume control. We should
2dd thnt frecuently this canceﬁtrati@n of anctivity is at
the expense of other RE lasks such s forms n“nagement
the Vital Materials Progrou, and correspondence and reports

monavement, 211 of whieh fall within the nornal bounds of

RY vesvronsibility as defined There is little

need to comment on the shortcominzs in DD/EET in these

SECRET
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.
frets of sovivity.  Proper fovms munsgenont, for exsmplie,
aviinurily besior vith o comprehonsive inventery of foims
in ure, both yerilar and "hootlez.” In most of DU/ERT
such an inventory does not exist. Sinilrrly in the areo
of 21 matericis, few RY officers in DD/H&T are rware

oi the exacl poarare of their vitsl documonts hoeldings at

the Lecords Centew ¥any of ithese holdings

re lonz standip; 2ceumuloilione whose removal

wo8 accoupliched on the besis of eriteria that are no
lonrer valid, Also, there is no clear view in DD/SET on
whut these vital ma alz crfiteriaz shomld now be; there
iz slso doubt ip some Sgener quarters on whether the cone

opt of an sbove ground relocation site on the order of

hts&lf reasonable. In sunm we bellove thot

the Vitsl Hateriale Program ir moot DD/S&T components is
both ontdated and somowhat peclected. Forms mann vement
Tares slightly better Lut correspondence nnd reporis manage-
moent as such hardly seem to exist.

€., The direction of DD/SLT in well aware of most of
the RE ghartcamihg& cited above, They know too thut the
majority of these defects con be nttributed to rapid or-
gandzational grovth, hizher working priorities, lack of
perveonnel, and other relatcd problems that now face vire

‘

tunlly cvery operatiny couponent in the Lrerey.

SEGREY
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e unreasonable in this report o disrezard the nezaidve
3 offect of theso fuctors., It alsmo would be foolish for
us blindly to asmert s higher priority for RM work just
becasuse there is an obvious job to be done. In our view
it would serve = far better purpose mercly to catalojue,
in terme of specific recommendations, those BM wesknesses
in DD/S&T which are fairly basic and which we think can
be corrected with = minimum of effort.

ecommendationa

It is recommended that

The Deputy Director for Science snd Technology

(2) Revitalize the records munagement (RM) function
by impressing his Office heszds, Division Chiefs anpd other
serior officers with the importahce o the RH effort in
their work, pointinz out the present RM flaws and short-
couinze, and 0rg3ﬁixiaq a lonr range plan of action which
w uld strensthen the Ri organization, broaden the scope
mfAits sectivity, nnd elimivate its more glarivg defects.

(b) Formully define the BM function im DD/SET in

keepiny with particular emphasis on estab-

lishins the bounds of this activity, identifving its goals
in ternse of attainable Objeetives, establishing rezponsi-~

bility for the effort on all DD/S&T levels.

(¢) Revemp the BM organization so that incumbent R

SECRET
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officers nye the most aowmpetiton! persoprel zv-ilable, are
yfffelently trained {or their suoigneents, 2ud cbtein the
y high levwel murcport 1o de their jobs offectively.
{:2) Improve the UM relniionship with other JArency
eomponents, pacrticulsrly with the Records Sdministration
Srptl {HASY, for purpoeses of achicving a crose~feriilizge
tion of idens and to trke odvastaje of the cualified cuid-
and direetion that is repdily sveilable in RAD iy this

.

I5ly gpecialized 1803,
{e) Tane apryrosvicte steps to expand the R bvowledge
of key personoel in DD/SET in order to broaden their T
repeetives and to help dispel orroscous impross lons sbout
value of this sctivity sud iis plzce in the  oncy worke
T aghone,

These recommepndetions nre deliberately couched in biond
terps to permit UD/ERT to tockie its &M probles in woys that
zeen nost appropriste to its specific problerm, ¥Yhalt we ave
sayins in these recoumendations is that the proper stave
iy cood BM work in OD/S&ET has vet to be zei; ond until
this or:unizational, resulatorv and support platform io
Pt torether, the rresent disjoined apd sporodic notivity
that chorascterirzes the present RM olfort in DD/SET will

e of 14ttle svail.

SEGRET
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, / Records Administration Staff

Introduction

1. This is the first section of what eventually will be a
sevefal part report coveriﬁg our inspection of the records manage-
ment (RM) function in the Agency. It deals primarily with the
Records Administration Staff (RAS) which is the guiding, coordinat- .
ing and advisory element in this éctivity. This part of the .survey
consisted of interviews of all personnel in RAS; an exemination of
Pertinent Agency regulations and directives; and an inspection 6f

the downtown Washington offices of RAS from which the bulk of its

work is conducted. A one-day tour of the Records Center

25X1 . [::::]for which RAS is Tesponsible, also constituted part of this
survey. Because the work of RAS represents only one segment of the
total Agency records menagement effort, the conclusions and recom-

mendations in this report are tentative.

Organization and Functions

é. Until 1950 records management- in the Agency was a fairly
weak and disorganized effort. In this year the 81st Congress
passed Public Law 754 (Federal Records Act) which required each

government agency to establish an RM program to suit its own needs.

lated 15 April 1964 (revised), the Agency mandate for the

RM function, has its roots. in this legislation.

SECRET -
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3. Hefines the Records Administration Program in

terms of six principal elements: (1) Reports Administration--the
analysis, improvement, and control of administrative reporting;

(2) Correspondence Administration--the application of improved
standards and procedures for preparing and handling of correspon-
dence; (3) Forms Administration--the analysis, design, and control
of forms; (h) Records Maintenance--the establishment of standard
procedures, systems, equipment and supplies for records mainten-
ance; (5) Records Disposition--the economical and systematic dis-
position of Agency records including their preservation, retention,
transfer, érotection, and disposal according to approved schedules;
and (6) Vital Records Administration--the timely selection of vital
records and their prompt transfer to gnc_l secure maintenance in a

designated Agency repository. While this program comprehends most

Agency records activities, it is actuall& only é blueprint. In

practice the Agency RM program is considerably narrower and in most
components focusses on document storage (Records Maintenance), paper ‘
volume Eontrol (Records Disposition), and the management of forms
(Forms Administration).\‘There ig a Vital Materials Program (Vital
Records Adﬁinistration) of sorts in the Agency but it suffers from
~lack of an adequate policy basis, especially criteria~for.documenf
selection. Real interest in the program is also lacking. Similarly,

there is little substantive interest in reports and correspondence

ooy e
e i
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administration, two important RM fields which are virtually ignored
in the Agency. These voids in the RM program exist in spite of
energetic RAS efforts aimed at stimulating interest in this activity.
These efforts are continuous and take the form of various types of
publicity, handbooks and guidelines covering every important aspect
of the RM effort.

L. Originally the RM effort in the Agency was conducted by the
Manaéement Staff of DDS. In 1961 this Staff was liquidated and its
RM function was decentralized. The objective of the decentralization
was to shift the day to day responsibility for RM work to the indivi-
dual directorates where it was felt the problems and needs were better

»

understood. The decentralization was accompanied by a sizeable

personnel reduction. From a previous strength the RM force

was gradually reduced The reconstituted RM

force then became the Records Administration Staff whose main res-
ponsibility was to assist the individual directorates and offices
in organizing and maintaining their respective RM programs, to

establish overall policy, ahd to provide guidance and RM expertise
whenever and wherever it was needed. The Staff was and continues

to be administratively responsible to the Deputy Director for Support;

)
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Problems

5. Since its inception in 1961, RAS has labored under certéin
orgahizational and functional disadvantages. Theoretically RAS is
subordingte to the Deputy Director for Support. This organizational
link, however, is very tenuoué because in its day to day activities,
RAS functions fairly independently. Its tie to DDS actually consists
of little more than the routine submission of a monthly progresé
report. The DDS in no way responds to this report; nor does he
disseminate any of its useful statistical or factual content. The
organizational relationship between DDS and RAS is perhaps best
illustrated in the fact that [  |iated 22 December 196k, vhich
delineates the organization and functions of all components in
DDS, makes no mention of RAS. The negative implications of this
omission are fairly obvious.

It is recommended that:

The Deputy Director for Support

a. Revise 50 that it clearly defines the organizational

link of the Records Management Staff with the Deputy Directorate for
Support; and delineates the Staff's responsibilities and functions;
‘b. Clarify the precise role of the Recofds Administration
Officer in the Agency's overall records management function; 
c. Establish an improved system for méi&taining close‘working

contact between the Records Administration Officer and the DDS fof

i
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purposes of providing this officer with the type of higher level
guidance and support that he needs for effective performance of
his work.
6. Having no firm organizational attachment and lacking any

real direction from above, RAS functions in somewhat of a vacuum.

Its operational mandate is only generally phrased Its

| doctrine is self-generated and the dimensions of its role in the
Agency's paper management program is largely the product of its own
interpretation. Under normal conditions this loose organizational )

]

and functional condition would seem conducive to a high degree of

disorganization and waste. Fortunately in RAS it has worked in

reverse. Despiﬁe its small size and physical isolation from the
mainstream of the Agency's activity, and in the face of obstacles
such as the pronounced Agency apathy toward records, RAS has con-
siétentky demonstrated a high degree of skill and resourcefulness
in the Agency RM problem. Largely through its efforts CIA has come
to be identified in government as a leader in the RM field. Within
the Agency itself RAS is frequently called upon to act as trouble -
shooter in records prdbleﬁs and its RM expertise is readily avail-
able to any Agency component that needs it.

7. But while the achievements of RAS afe notevorthy énd its
work is rated.highly, its labors receive little formal recognition,
To begin with, RM work has very low priority in the Agency and the

RM job in almost every component is held in fairly low repute. The

rronTy
(AR |
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problem is traceable in part to the lukewarm attitude of top level

' Agency management‘tdward RM. There is at best only a perfunctory

interest in reéords among higher level officers in the Agency.
There is also the problem ofthe fragmentation of the RM effort
that resulted from the 1961 decentraliéation. This shift in RM
responsibility has created certain artificial barriers bétween
RAS and some of its Agency customers. In some components RAS
has only limited RM access: usually it must wait until its ser-p
vices are requested. In others,'DDP for example, RAS is virtually
excluded from the RM problem. To some extent RAS has overcome
these barriers by aggressively keeping itself in the records fore-
front, maintaining}pace with RM developments in other government
agencles, adroitly selling its.services to apathetic Agency custo-
mers, demonstrating its skills in a broad spectrum of RM problems,
and proving in actual work situations that it can help save time,
money, equipment and manpoﬁer in what is essentially a very expen-
sive but highly neglected Agency activity. The ability of RAS to
sell itself is commendabie and certainly accounts for much of its
RM progress. The selling process, however, skould not be necessary
and could be eliminated if RAS was backstopped with a clear statement
oflpolicy emanating from the highest Agency level and specifying
a. where the records management effort stands in the scheme
of working priorities in the Ageﬁcy; |

b. the desired scope of the effort;

g
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the number of people that should be committed to the
effort;
the staff and command relationships bétween RAS and
ofher Agency components.

Answers to these fundamental questions are not simple but they are
sorely neededf This absence of a clear policy for the RM functién_
is in fact our mbst significant finding in the inspection of RAS.
Some aspect of this shortcoming is at the hub of every RM problem
in the Agency.'l .

It is recommended that

The Deputy Directér for Support request, on the DDCI.level,
a clarification of basic Agency policy for the .records maﬁagement
function that would enable the Records Administration Staff to
determine |
a. its.organizationai standing in terms of Jurisdiction
and staff and command relationships;
the practical scope of its effort;
the relationship of this effort to the now decentfalized
records management activity.in the four Agency directorates
and the various staffs and groﬁpings in the Office of the
Director.
.Earlier in this paper it was brought out that the Agenqy RM

effort has been focussed on paper volume control. This focus has

been deliberate owing to the phenomenal growth of Agency records

Conpey -
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holdings during the past fifteen years. From 1960 to 1964 the
rate of growth (in cubic feet) was as follows:

Archives and
Fiscal Year Headquarters Records Center . Total Holdings

1960 188,565 59,491 248,056
‘1961 155,472 70,066 225,538
1962 o 163,837 78,046 v 2&1;883
1963 163,221 80,847 244,068
1964 193,274 82,452 275,726
The total holdings for 1964 (275,726 cubic feet) required the equiva-
lent storage space of 3&,465 four drawer séfes. The growth has been
steady since 1950 despite periodic records destruction drives. The
trend is towérd even greater increases with no satisfactory solution

yet in sight.
8. The dimensions of the éaper volume probiem is also evident
in the field of forﬁs management. A recent (1965).1nventory shows

that there are about 2400 "active" forms in the Agency. In addition

CIA uses some 200 additional forms printed by other agencies. Each

year the total number of forms used by the Agency increases. In

1964 200 new forms were introduced (printed) whilé.loo forms were
withdrawn either because they were obsolete, or because they dupli-
cated forms already in use. The total Agency outlay in 1964 for the
printing of forms alone was over $250,000.' The cost of using these '

forms is about 20 times their original printing cost.

F"“*'nr
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9. The Agency's forms management pfogram has been moderately
successful in that there is now greater control ovef the érinting
and issue of forms than ever before. This confrol, however, reaches

- only those forms that are well known and in constant use. It has
little bearing on the multitude of lesser forms that come into being
outside the forms management program. As an exampie the Agency is
the creator and user of an inordinate number of so-called "bootleg"
forms, the kind that are drawn up by individuals or offices on a
limited volume basis, usually on readiiy available duplicating
machines, to facilitate some special aspect of the work. The rouéh
count of such bootleg forms now in use is 24,000. DDP's Records
Integration Division alone uses about 500 such forms. The forms
ﬁanagement brogram then, even with its impressive past record; has
only begun to whittle at a problem that costs the Agency handsomely
each year because of the steady proliferation of tiﬁe-cénsuming and
frequently costly paper.

-10. The field of vital materials is another sizeable RM problem
largely beéause it is so badly neglected. Each Agency directorate

and office has a Vital Materials Program and some of the programs

are considered by their sponsors to be fairly effective. Essentially

the program consists of the systematic earmarking and retirement to
the Agency's Records Center in Warrenton of those Agency records which
vare considered vital in case of national emergency  when it might be

nécessary to relocate at some site outside of Headquarters. Many

’
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problems are inherent in such a program which by its nature is based
on several imponderables. The problem boils down to estéblishing
a hypothgtical base or concept of such an emergency and then planning
for it. Until now the establishment of such a base has been-generally
unsuccessful. FEach Agency directorate has tried to solve the problem
on the basis of its own interpretation and no two interpretations
appear to be the same. Lacking a clear picture of what problems and
faétofs will come into play when the emergency occurs, and not know-

ing when it might occur or who will be on hand to reconstitute the

records, the attempts to develop an effective Vital Materials Program

have been largely ineffectual. One of the key issues is deciding
what criteria are to be used in the labeling of documents and materials
as vital. In the absence of reliable criterié, most of the Agency's
existing Vital Materials Programs have lost ground and in some caées
are virtually of no use. There was a flurry of interest in the pro-
gram during £he 1962 Cuban crisis but sincgzgiz'program has languished.
1l. As the coordinator of the RM effort in the Agency, RAS is
responsible for the control of paper volume in every Agency directorate
and office. Such control is accomplished with a variety of proven
records management devices. These include periodic surveys of records
in the various components, analysis of paper handling procedures and
systems, close consultation with personnel responsible for the handl-
ing of records, the organization of workshops and seminars aimed at

developing records handling skills, Agency-wide drives aimed at

oy
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divesting files of useless paper, and various long-term educational

programs directed at keeping down paper volume and increasing paper

handling efficiency. The backbone of the.system is the Records
Control Schedule, which is usedlby RAS to record the type and volume
of paper holdings in every Agency component. This schedule estab-
lishes specific dates for retirement of infrequently used paper to
the Records Center, periodic re-examination of files to determine
their further usefulness, scheduled return for review purposes of
specific records holdings to the owner component, and, where possible,
disposition by archival storage or destruction. The built-in tickler
aspect of the Records Control Schedule serves'to keep every Agency
component a.wa.reA of the status of its records and acts as a reminder.
for various types of records actioﬁ. Except for OSA and NPIC all
paper holdings in the Agency are now accounted for by Records Control
Schedules. Some of the schedules, notably those in DDP? are not veny'
effective because they have been drawn up in very general terms,
ostensibly to preserve their.sensitive content. In these cases the
schedule has less RM impact than when the individual categories of
records are clearly identified. The success of the Records Control
Schedule as a device to keep down paper volume has been amply demon-
'strated sinée it was first put int6 use. Since then l65,h70 cubic
feet of records have been retired to the Records Center of which
82,611 cubic feet were destroyed. The cumulative tangible dollar

savings in this and related RM operations during the past'ten years

i
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has been 15.7 million dollars.

12. The Agency's Records Center is an above ground

records storage facility with temperature and humidity control and

é capacity for 103,380 cubic feet of records. Its holdings in FYV1965
were 82,859_cubic feet. The effectiveness of the Records Center stemé
from the fact-that it provides a rapid document retrieval system
which makes it possible for every component in the Agency to store

" any records at the Center for.short or long periods of time with

the possibility of being able to retrieve them on short notice.

A heédquarters customer, for example, can obtain retrieval service

in & matter of four or five hours if the request is filed early

-in the day, and overnight if the document is asked for late in

the day. ‘In case of urgency, records can be delivered up to
headquarters in as little as two hours after the request is placed.
The Records Center is also a repository for Vital Materials. In

this respect the Center does little more than provide a records

- safe deposit box for its Agency customer. The Center is manned

by | The

sﬁorage facilities of the Records Center were occupied at 80 percent
of full éapacity in mid-1965. The 20 percent space reserve has
been maintained through vigorous and persistent efforts on the

part of the Records Administration Staff to hold down a steady
increase in record holdings by accelerated document destruction

programs based on Records Control Schedules.
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13. As salready mentioned, the main problem confronting the
Records Administration Staff, as well as records officers in
.other Agency components, is the iow fegard in which fhe RM func-
tion is held. ‘RM officers offer several explanations for this.

- Some state that the specialized nature .of the Agency's work places
premium on individuals with a high degree of technical ability, and
that this type of professional generally shows little ineclination
toward paper work. Another view is.that many senior officers see

* the Agency as a unique government organization with a special
mission and therefors éonsidérable'working autonomy; it should

be able fo handle its paper problems in any way 1t pleases. There

is also the opinion that inside and outside pressures on the Agency

to produce more and better intelligence have forced it to gear every
* possible resource to projects that yield tangible results. In the
face of such pressures top level management tends to support only
those programs that contribute directly to the achievement of pri-
mary goals.

Recent personnel cuts and the imposition of a personnel ceil-
ing also hsve had a deleterious.effect on RM work. These develop-
ments have givén rise to defensivs-slogans sush as "lack of time"
and "lack of people" which hamstring any records improvement effort.
In some respects top level management in the Agency has itself nur-
tured these negative attitudss. ‘When the decision was made recently

to reduce the average salary in the'Agency to bring it in line with
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with government averages, the effort was focussed on lowering
the grade lgvel of records personnel. The Salary and Wage Divi-~
éion'S<recent arbitrary cuts in the slot structure for records
officers ih DDP is a case in point. it will also be recalled that
the 701 Program'in 1962 resulted in a large number of casualties

among records management officers. A good example of the lukewarm

attitude of the Agency's direction towards the RM function was the

Agency's recent'failure to nomingte a candidate for the annual inter-
Agency records management award. Although the Medical Staff proposed
an Agency candidate for this award, no action yas taken on the pro-
posal nor any explanation given for ﬁot following through on the

nomination.
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SUGGESTED RESPONSIBILITIES OF AN AREA RECORDS OFFICER

Under the Administrative direction of a senior officer of a major
organizational area of the agency, and the technical direction of
the Records Management Staff)the 80 called Records Management
Officer (RMO) or Area Records Officer (ARO) is directly responsible
for conformance to Agency regulations relating to records admini-
stration and acts as liaison officer with the Records Management
Staff on all matters involving Agency policy, clearance, and review.
Such Records Officer is directly responsible for carrying ouf
within his component area a Records Management Program encompassirg
the following:

I.

1T,

Records Creation

A,

Creation of necessary records to provide adequate
documentation including the

1. Designation of official record copies of corre-
spondence and documents.

2. The control and limitation on the number of copies
of documents created.

Correspondence management, including instructions for
preparation and utilization of form letters and
pattern paragraphs.

Forms management, including control and design of
forms for meximum use and adequacy of the form
records as well as limitation of the number of forms
and number of copies of the forms. Determine at the
time a form is created, the ultimate disposition of
the form record.

Reports management, including adequate reporting, elim-
ination of unessential copies of reports, elimination
of obsolete reports, and unessential filing of reports.

Records Maintenance

A,

Determine proper organization of records to provide
maximum utilization and security, including the
establishment of:

1. Centralized record facilities and/or

2. Decentralized record facilities.
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B.

J.

Established and maintain a uniform system for classi-
fying and filing records.

Develop standards and control the methods and procedures
used in processing and filing all records, either
centralized or decentralized.

Provide finding media to insure that efficient refer-
ence service is available and furnished.

Maintain a current master inventory of accumulated
records of the office, including their types, locations,
and volume.

Periodically survey and inspect records activities.

Establish control procedures for receiving, recording,
and routing incoming communications.

Establish control procedures for clearance and dis-
patch of outgoing communications.

Provide for the identification and orderly deposit of
Vital Materials.

Control the use of filing equipment and supplies.

Records Disposition

A.

Provide for the storage, preservation, protection, and
servicing of semi-active or inactive records.

Evaluate records for administrative, legal, research,
or other use.

Periodically survey records in order to remove inactive
ones and plan for their retirement or disposal.

Develop office records retention and disposal schedules.

Secure any necessary clearance for the proposed dis-
posal of records.

Develop and submit, to the Records Management Staff

- lists and schedules requesting authority from the

National Archives and Congress for the disposal of records.

Develop and execute procedures for the disposal of
records in accordance with established practices and
authority granted.

-2-
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H. JInsure the proper application of disposal authority.

I. Maintain adequate data to furnish information and
reports on records disposal.

-3-

Approved For Release 2006/04/13 : CIA-RDP72-00038R000100210001-6




